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PREAMBLE 


The Provincial Auditor reported on the Integrated Justice Project in Section 3.03 
of the 2001 Annual Report. The Standing Committee on Public Accounts held 
hearings on this audit report on February 27, 2002, with representation from the 
Ministries of the Attorney General, Correctional Services, and the Solicitor 
General (the Ministries of Correctional Services and the Solicitor General were | 
merged into the Ministry of Public Safety and Security in April 2002). This report 
constitutes the Committee’s findings and recommendations. 


The Committee acknowledges the co-operation of officials from each of the 
Ministries during these hearings. In addition, it extends its appreciation to the 
Office of the Provincial Auditor, the Clerk of the Committee, and the Ontario 
Legislative Library’s Research and Information Services Branch for their 
assistance. 


1. OVERVIEW 


The Integrated Justice Project is the largest and most complex technological and 
business transformation undertaking of its kind and the largest integrated justice 
approach undertaken to date in Canada.” The IJP will affect approximately 22,000 
employees in 825 different locations in Ontario, as well as municipal police 
services, judges, private lawyers and the general public. 


The Integrated Justice Project (IJP) is a joint government—private sector initiative 
involving the Ministries of the Attorney General and Public Safety and Security 
(the Ministries) initiated in 1996 to facilitate modern, effective, and accessible 
administration of justice. The objective of the Project was to improve information 
flow by streamlining existing processes and replacing older computer systems and 
paper-based information exchange with new, compatible systems and 
technologies. The Project is comprised of the ministries and a consortium of 
companies lead by EDS Canada Incorporated. 


The IJP is comprised of the following new computer systems: 

« acomputer-aided dispatch and records management systems for policing; 

* acrown case management system; 

- anelectronic court filing system, a digital audio recording and a court case 
management system; and 

- an offender tracking and information system.” 


In addition, a common inquiry system was to be created to allow authorized 
persons in one justice area to access and thus link to files held in other areas on 
cases, victims, witnesses, suspects, the accused, and convicted offenders. 


The audit objectives were to assess whether the Ministry had adequate systems 
and procedures in place to ensure compliance with corporate policies governing 





the use of Common Purpose Procurement, and that the Project was administered 
with due regard for economy. 


1.1. Audit Conclusions 


The IJP experienced significant cost increases and delays, and expected benefits 
were reduced. While the March 1998 cost estimate to complete the Project was 
$180 million, the March 2001 estimate had risen to $359 million. Over the same 
period, expected benefits were reduced from $326 million to $238 million. Also, 
not all systems were expected to be fully implemented by the contract deadline of 
August 2002. The Auditor identified the following concerns with respect to costs 
increases and delays: 


« the schedule in the original Business Case was aggressive and did not 
adequately take into account the magnitude of change introduced by the 
project, the complexity of justice administration or the ability of vendors to 
deliver the Project’s computer systems in the required time frames; 


¢ inadequate research in the preparation of business cases resulted in projected 
benefits that were overestimated; 


¢ agreement had not been reached between project management and senior 
management of the courts on the details for determining expected courts’ 
benefits in the amount of $172 million representing over 70% of the Project’s 
total benefits; and 


¢ despite a cap of $220 million on total payments to the Consortium, other 
aspects of the Project were not administered with due regard for economy. 
This was attributed to the following factors: 


- the initially negotiated terms of the Agreement envisioned incentives to 
the vendor of more than 40% of the vendor’s originally expected 
investment. The incentives were in addition to allowing the vendor other 
compensation, such as a significant premium on staff rates, investment 
interest, and a mark-up on purchases that was already included in its 
charges to the Project; 


evidence of duplicate charges and excessive rent payments; 


- higher negotiated staff rates for the Consortium than charged by the same 
vendor to other ministries; and 


- _ billing rates of the Consortium were approximately three times higher than 
those of the Ministries’ staff for similar work. 


The Auditor also had serious concerns with the adequacy of security measures for 
for confidential information being used by the police in the various systems, and 
the proposed systems to be set up in Corrections. 





1.1.1. Ministry Post Audit Follow-Up 


The following overview provides an indication of the extent to which the 
Ministries have attempted to address broad inadequacies: 


¢ Project Management and Controls - improvements to track time, scope, costs 
and benefits and to identify and resolve related issues; more effective project 
controls to reduce risks concerning timelines and costs; internal reviews have 
been conducted, and independent third party advice has been sought to 
improve the identification and management of risks and issues resolution. 
Duplicate contracts and inappropriate charges have been recovered, and all 
contracts now conform to government guidelines. 


« Governance — the Ministries’ governance structure for the project has been 
redefined; for example, component projects are guided by ministry-specific 
steering committees, with rigorous acceptance criteria ensuring that business 
needs are addressed. 


¢ Security Technology - plans to implement government-standard security 
technology for the records management system (e.g., police dispatch and 
offender tracking systems). 


1.1.2. Auditor's Recommendations and Ministries’ Response 


The Standing Committee on Public Accounts endorsed the Provincial Auditor’s 
report and recommended the implementation of the Auditor’s recommendations. 
This Committee report makes additional recommendations in the following areas: 
contract negotiations; business case; contractual arrangements; Project benefits; 
and Project administration. 


Ministries’ Response 


The Committee requests that the Ministries provide the Committee Clerk with a 
comprehensive written response within one hundred and twenty calendar days of 
the date of tabling this report with the Speaker of the Legislative Assembly of 
Ontario. 


2. CONTRACT RENEGOTIATIONS 


By the fall 2000, the Project was not achieving the bottom line financial 
conditions from the original contract; specifically, the benefit-to-investment ratio 
was to be at least 1.1 to 1 and the Consortium’s investment was not to exceed 
$200 million, excluding taxes. ° Rather than terminating the contract, it was 
decided to build on the progress to date through a renegotiated Agreement. ’ The 
Ministries received approval from Management Board to renegotiate the Master 


Agreement in March 2001. 


In recent correspondence from the Ministry of the Solicitor General to the 
Committee, the Deputy Minister explained the renegotiation emphasized 
containing Project costs and finalizing timelines for the completion of all 
components. The Deputy also indicated that it was not possible to provide an 


indication of costs, percentage completion, and completion dates in the April 
2002 correspondence.® 


The objective of these negotiations, initiated in the summer 2001, was to amend 
the agreement to address new circumstances, while retaining the original 
principles of risk and reward sharing.’ According to the Ministries, some of the 
Auditor's concerns will be addressed during the current negotiations, and others 
through the Project’s operational management.’ A major area of discussion is the 
potential for future revenues.'' At the time of the hearings, the negotiations were 
ongoing, with an expected completion in 2002.'* 


The negotiating team includes four experts reporting to the deputy ministers 
weekly, and the government’s corporate information officer. 

The team is comprised of the executive lead for the IJP, an assistant deputy 
minister representing the ministry requirements in any negotiated agreement, a 
senior consultant with expertise in the development of Alternative Service 
Delivery models and assembling business cases, and senior private sector counsel 
representing the government in negotiations involving private-public 
partnerships. "° 


The Ministries expressed confidence that the negotiations would lead to an 
improved plan, based on the original IJP objectives. The Ministries respectfully 
declined to provide information during the renegotiation period. 


3. COMMON PURPOSE PROCUREMENT 


3.1. IJP Partnership 


Management Board issued Common Purpose Procurement guidelines for 
ministries seeking private sector involvement in large, complex multi-stage 
design-build-and-operate projects. This approach is seen to be useful when the 
province does not have the right mix of time, skills, and money to identify, 
design, and develop its own solutions within the public sector. The Auditor found 
that the Ministries had a sufficiently demonstrated need for the CPP approach, 
requiring a private-sector partnership. However, as noted in this section of the 
report, the Auditor outlined fundamental risks and uncertainties in the CPP model 
for this Project in the 2001 audit report. 


According to the guidelines, the project investment costs and remuneration are to 
be divided between the ministry and its private-sector partner based on the 
allocation of risks and attribution of benefits. The project's financial arrangements 
should also recognize the private-sector partner's expectation that it be able to 
recover its investment and make a profit. 


Management Board’s Directive and Guidelines for Common Purpose 
Procurement require an open, competitive process when selecting a private-sector 
partner. The Ministries and the private-sector partners are required to share the 
Project’s risks, investment, and rewards. 


The Ministries jointly selected the successful vendor through a two-stage process 
set out under CPP Guidelines. The Auditor was satisfied that the vendor-selection 
process was fair and open. 


In September 1997 SHL Systemhouse Co. signed a Master Agreement. The 
Agreement detailed the Project's scope, joint project-management arrangements, 
conditions and provisions for terminating the Agreement, and procedures for 
calculating project investment costs, savings, new revenues, and remuneration to 
be paid. The Agreement was revised in March 1998. Also, in 1998 EDS acquired 
SHL Systemhouse Co. and assumed its contractual obligations. 


The Auditor identified the following risks and uncertainties in this approach for 
the IJP: 


« the absence of both an initial price competition and a firm price commitment 
may make it difficult to assess whether the rates charged to the IJP by the 
partner are reasonable and that value for money has been obtained; 


» the specific nature and extent of work to be performed is not known during the 
early phases of a project, which may result in substantial uncertainties and 
fluctuations in expected costs and benefits, and a greater risk of a project not 
being completed on time; and 


« the implementation schedule may be overly optimistic and aggressive, 
resulting in a conflict with the expectations of Ministries for high-quality 
systems and minimal program disruptions. 


The Auditor concluded that management had recognized and taken steps to 
mitigate many of the risks and uncertainties, and generally complied with key 
corporate policies governing the use of Common Purpose Procurement. However, 
the Auditor identified concerns with the projections used in the preparation of the 
Business Plan, and the implementation required improvement to ensure due 
regard for economy. 


The Auditor concluded that should negotiations result in the Ministries deciding 
to continue with the Project, the successful completion of new systems would be 
dependent on managing a variety of significant risks and pressures related to 
project costs and benefits, implementation timelines, and approvals. The Auditor 
recommended that the Ministries should take appropriate measures to complete 
the Project in a timely and cost-effective manner, and that project management 
controls should be reviewed. 


The Auditor’s report outlined that management would have to: 


» effectively control project costs, as well as more accurately estimate and 
achieve benefits; 


- deliver, in accordance with revised implementation timelines, final versions of 
applications software that satisfy the requirements of justice stakeholders; and 





¢ obtain timely approval of required judicial rules-and-regulation changes to 
enable the implementation of new systems in courts. '4 


Committee Hearings 


Project Vision and Principles 


The Ministries explained that when the IJP vision was implemented, the need for 
adjustments was anticipated as they were entering a new service delivery 
scenario. The following Ministry quote indicates that the Project assumptions had 
to be adjusted, which had an impact on the development of the Business Case: 


We [Ministries] tried our best. It was in our 
interest and in the Consortium's interest to get it 
right. The parties did what they did and thought 
they had it right. It's in the nature of these 
things, as you try to apply in reality what you 
have down on a piece of paper -- or hopefully 
onacomputer . . . that you come up against 
reality and start to understand where the 
problems are. That becomes the initiation of a 
dialogue to say, "Wait a minute. Let's now 
correct our assumptions and see what that does." 
That has an effect on the Business Case. 


That in turn leads you to re-examine some of 
your other conclusions, and it is a continuing 
dialogue until such time as you can actually 
implement it. In our case, the realityis .. . 
that what we know now doesn't bear out a large 
part of what we had hoped would be the case 
when this project started. '° 


The Auditor identified the Project benefits and the various matters that have 
contributed to the difficulties encountered in the Integrated Justice Project. During 
the hearings, the Ministry confirmed that the Project’s initial assumptions were 
incorrect and the necessity of amending the Business Case. The Ministry 
confirmed that the initial Project expectations were not borne out during the 
implementation phase. 


Committee Recommendations 


Current Contract Renegotiations and Project Completion 


Given the recognized need to modernize the provincial justice system, the 
Committee stresses the importance of an early resolution to the current 
renegotiations on the Integrated Justice Project. The Committee urges the contract 





negotiating team to take the recommendations in this report into account in the 
resolution of this matter. 


The Project benefits from improved information sharing were to include the 
following: increased public and police safety; a more accessible and responsive 
justice system; and a reduction or elimination of inefficiencies and delays in the 
system.'° The Committee has considered these financial and qualitative benefits 
to users of the justice system, and concluded that the IJP is essential to the 
modernization of the justice system in Ontario. These benefits may not be realized 
if the Project is terminated; therefore, the Committee encourages the Ministries to 
proceed with the Integrated Justice Project under new arrangements with the 
Consortium or alternative approaches. 


The Committee therefore recommends that: 


1. The Ministries should take the necesssary steps to ensure that the 
Integrated Justice Project will be completed and fully implemented. 


CPP Methodology 


The IJP was implemented using a Common Purpose Procurement methodology, 
through which the government and private-sector partners jointly provided the 
human and financial resources, and were to share in the risks and rewards.!’ 


The Committee expressed concern over the level of success achieved in the IJP by 
2001-02, and the necessity for a renegotiation of the contract. The decision to use 
CPP for the Project was a policy decision; however, the concerns identified by the 
Provincial Auditor in the 200] Annual Report and by the Committee during the 
hearings are sufficient to conclude that a thorough assessment of the 
appropriateness of the CPP model is required. 


The Committee therefore recommends that: 


2. The Management Board Secretariat should assess the provincial 
Common Purpose Procurement model and address any shortcomings, 
taking into account the experience of the Integrated Justice Project. 


4. BUSINESS CASE AND CONTRACTUAL ARRANGEMENTS 


The Business Case defines projected costs and benefits, and how the Ministries 
and their private sector partner share in the investment costs and divide the 
remuneration. The Business Case was updated at the end of each project phase, 
and management reported on progress to the Management Board of Cabinet. 


The CPP approach is based on a risk-reward philosophy, without a guaranteed 
recovery of investment. If agreed conditions were not met, either party could 
terminate the contract and receive payments from benefits enabled by the Project 
to date. As of March 31, 2001, the Project was experiencing significant cost 


increases, anticipated financial benefits had been reduced, and completion dates 
for new systems had been delayed. 


The Auditor expressed the view that the original Business Case represented a 
best-case scenario. The Ministries acknowledged that it was optimistic and 
benefited from assumptions that were rather aggressive.'® The IJP began without 
the benefit of hard numbers or a detailed plan, relying on a vision not yet defined. 


The Ministries had a limited amount of information or awareness in terms of 
business requirements and the technology needed. It was outlined in optimistic 
terms, but with the understanding that the Business Case would evolve as 
information was made available.'” For example, it was incorrectly assumed that 
off-the-shelf technology would be available. 


According to the Ministries, the original parties did the best that was possible with 
the information available at the time. The Ministries affirmed that the initial case 
for the IJP is unchanged; however, it was acknowledged that it would have been 
preferable in hindsight to provide a range of projections.”° 


4.1. Continuance Criteria 


The amended Business Case indicated that neither of the Project's two 
continuance criteria were being met; namely, the benefit-investment ratio of 1.1 to 
1 and the maximum consortium investment requirement of $200 million. It was 
necessary to revise the total Project cost and deadline. The Auditor explained the 
continuance criteria as follows: 


The Business Case of March 31, 2001 indicated 
that neither of the Project's two continuance 
criteria were being met: the benefit investment 
ratio was below 1.1:1, and the Consortium 
investment required—approximately 75% of 
$312 million—exceeded the $200 million limit. 
Furthermore, the investment cost amount of 
$312 million in this Business Case was 
understated. Project management estimated that 
the costs of completing the Project would be 
$359 million and that project work would 
extend past the stipulated work-term end date of 
August 2002. However, since $47 million in 
costs would be incurred after the work-term end 
date, and the Agreement did not allow any 
investment costs to be charged after that date, 
the Business Case did not include all of the 
estimated costs in its March 31, 2001 cost 

proj ection.7! 





4.2. Negotiated Payment and Cap 


Consortium members and the government were to be remunerated in proportion 
to their original investment until a break-even point was reached. The Ministries 
negotiated a requirement that the total payments to EDS were to be capped at 
$220 million, excluding taxes. At the end of the audit, EDS had been able to 
recover a total of only $2 million of its incurred investment costs. 


Committee Hearings 


Financing Principles and Implementation 


The province wanted financial assurance against potential losses. The 1998 
Master Agreement transferred the majority of the financial risk to the Consortium 
who made the bulk of the investments, without a guarantee of payment.” The 
province had to pay the equivalent of an insurance premium to transfer this 
financial risk.”° 


Risk-Sharing Arrangement 


Payments to either party from savings and revenues are only available at such 
time that the systems are implemented and savings and benefits have been 
earned.”* The Ministries elaborated on the Consortiums’ financial investment and 
level of responsibility: 


Under our [Master] agreement, there is no 
guarantee of payback to the private sector 
partners. The new systems have to work and the 
financial and other benefits outlined in the 
contract must be realized before payments can 
be made. For this reason, I would say that by 
ensuring that the private sector takes the lion's 
share of the financial risk our risk-and-reward 
arrangement is serving the province well. The 
private sector Consortium has put up more than 
75% of the money invested in the Integrated 
Justice Project: a total of $129 million in 
unsecured investment to date. They have no 
guarantee of receiving return on that investment. 


In a risk-sharing arrangement where the private 
sector partner is committed to invest with no 
guarantee of return, it's reasonable that potential 
rewards to the partner would exceed those 
obtained through fee-for-service where there's 
no financial risk.” 


The financial information in the following table was forwarded to the Committee 
by the Ministry of the Solicitor General in April 2002. It provides a summary of 
the total investment and the benefit payments for the IJP as of January 31, 2002. 


IJP FINANCES (as of Jan. 31, 2002) 





Investment and Payments 





Consortium Investment $129.3 M 
Ministries’ Investment $44.5 M 


Total Investment:* $173.8 M 


Benefits Paid Out 
Consortium $2.7M 


Ministries $0.9 M 
Total Payments: $3.6 M 


*Note: Total Investment includes IJP projects plus architecture, 
legacy systems, interest and project management office cost. 


Source: Prepared by the Ministry of the Solicitor General and forwarded to the 
Standing Committee on Public Accounts on April 4, 2002. 


The Committee enquired about the role of the cap in the future and whether the 
contract would contain incentives, over and above the cap. The Ministries 
indicated that it would not be prudent to discuss this matter during the negotiation 
period. 


Contract Renegotiations 


The Committee expressed concern that the Consortium had not met its financial 
targets. Costs appear to be increasing and benefits decreasing, with a negative 
impact on the benefit-investment ratio.”° The Consortium’s investment was 
approximately $130 million with less than $3 million in return. The Committee 
questioned why the Ministries would renegotiate a continuation of the partnership 
rather than considering contract termination.”’ The Ministries indicated that the 
finances are under review in the current negotiations: 


These are projected ratios based upon 
projections of costs to the end of the current 
contract term and based upon projected benefits 
to the end of the current contract term. This is 
the area in which effectively it's not meeting a 
discontinuance criteria that either party, as 
we've heard earlier, could decide to exercise and 
remove themselves from the project. That's why 
we have our negotiations currently underway.” 


Furthermore, according to the Ministries, the exit options have not been exercised 
because of the qualitative and quantitative benefits achieved to date. The 
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Committee was assured that the Ministries would terminate the Agreement if 
warranted.”” 


Balancing Risk and Rewards 


The negotiations will address the need to find the proper balance between risk and 
rewards, providing assurances that the province is not flowing money without 
requiring something in return from the Consortium.” The Ministries assured the 
Committee that “there is no payment to the Consortium in recognition of benefits 
until the benefits are actually recognized and realized by the government.” ' This 
principle was established prior to the government's negotiators entering into 
discussions with the Consortium.” 


The Committee questioned the Ministries on the recourse available at this point, 
for example, for generating new fees or increasing existing fees to ensure a profit 
for the Consortium.”> The Ministries provided the following explanation: 


__, the Consortium is now in a position where 
it has invested a large amount of money and it is 
not entitled to any return until benefits are 
realized. That probably alerts us to the fact that 
the risk of overestimating benefits falls 
disproportionately on the private sector. If there 
has in fact been a miscalculation, then to the 
extent that they bear the lion's share of the risk, 
they will be the ones who suffer from the fact 
that the benefits have been overestimated as 
compared to where they are now. 


_. . The fact is that while we're renegotiating, 
the contract that now exists remains in force, 
and we continue to operate under it, and that 
means they continue to bear the lion's share of 
the risk, and to the extent that benefits are 
inadequate, the main burden falls upon them.” 


The Ministries indicated they are aware of the need to protect the taxpayer and to 
ensure that the reward promised to the Consortium is commensurate with the 
risk2° To the extent that risk is reduced, the reward would be reduced on a sliding 
scale.’ The Ministries explained that the cap provides structure to the Business 
Case, ensuring certainty on the potential recovery by the private sector partner, 
and protection for the taxpayer and the government. 


In conclusion, the renegotiations will look to improve on project delivery, project 
clarity and accountability. The objective is to bring the JP back to an acceptable 
ratio to allow for completion. 
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Committee Recommendation 





Project Benchmarks 


In agreement with the Provincial Auditor, the Committee has concluded that 
measures are required to ensure that the IJP is completed in a timely and cost- 
effective manner, and that estimated benefits are realistic and attainable. The 
financial continuance criteria were of central concern during the hearings, and the 
Committee is of the opinion that if the JP proceeds, these criteria must be 
addressed on a regular basis.” 


The Committee therefore recommends that: 


3. The Ministries should establish ongoing monitoring of the IJP’s 
management controls to ensure that risks related to timelines and 
costs are minimized, and that the Ministries’ expectations, and 
acceptance criteria are met. 


4.3. Charges to the Investment Pool 
Chargeable Rates 


The Master Agreement stipulated the manner in which chargeable rates were to be 
calculated by each party and charged to the Project's investment pool. 


Consortium Staff 


The Agreement required certification that rates charged for Consortium staff were 
equal to or better than those charged to other customers for "similar work of 
similar volume, quality, complexity, and circumstances." However, the 
Agreement did not define what this constituted, nor did it establish any 
benchmarks allowing comparison of rates. The Agreement also allowed an annual 
rate increase provided the increase did not exceed the industry average. The 
Auditor estimated that the rate premium would ultimately add an extra $20 to $25 
million to total project costs. 


The project management could not provide the Auditor with records from EDS 
that would verify that the rates charged to the Project were in accordance with the 
terms of the Agreement. 


The Auditor recommended that the Ministries should renegotiate the vendor's 
rates to ensure that those charged to the Integrated Justice Project are comparable 
to the rates available to other ministries and comply with the contractual 
arrangements. Adequate provisions for their verification should be included in 
any contractual arrangements. Furthermore, it was recommended that in future 
CPP projects, that to help ensure that the rates being charged can be substantiated, 
adequate provisions for their verification should be included in any contractual 
arrangements. 
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Ministry Staff 


The CPP Guidelines for staff rates indicate as follows: 


In order to obtain the best value possible, when negotiating 
payment options it is important to recognize the need to establish 
equitable rates for similar work completed by ministry and private 
sector staff. At the same time, it should be noted that the private 
sector staff resources utilized in a Common Purpose Procurement 
project will likely be bringing extensive experience and expertise 
that will not be found in the Ontario Public Service, and will 
therefore require appropriate remuneration.” 


According to the Master Agreement, the Ministries’ staff rates for each 
classification were to be calculated as the sum of: the maximum salary for the 
classification; employee benefits ranging from 11% to 38% depending on the 
classification; 20% overhead; and 20% profit. 


The Auditor concluded as follows: 


- the rates charged to the Project by the Consortium staff time were 
approximately three times higher than the rates for ministry staff for 
comparable work; 


- the Project Management Office incorrectly calculated the per diem rates of the 
Ministries' staff, and as a result, the rates charged were about 10% below what 
they should have been. Subsequently, the Project Management Office advised 
that, since the incorrect rates were agreed to with EDS, it can no longer charge 
the almost $2 million of Ministries' staff costs that would have been 
chargeable had the correct per diem rates been used; and 


- chargeable rates for the ministry staff had also not been adjusted to reflect — 
annual salary increases, and, in some cases, promotions to higher management 
positions, since April 1998. 


The Auditor recommended that to help ensure that the savings achieved in future 
CPP projects are fairly distributed, the Ministries should ensure that rates set for 
their staff are comparable to rates used by vendors whenever possible. 


Committee Hearings 


The private sector looks for a premium return for assuming risk. The IJP wage 
categories were established in the initial negotiations, with a permitted increase in 
Consortium rates, subject to certain conditions. The Consortium and the ministries 
are credited for their staff investment. Nevertheless, the rates have not been 
increased since the start of the project.” 
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Committee Recommendations 


Vendor Staff Rates 


The Committee is in agreement with the Provincial Auditor that vendor rates must 
be comparable to the rates available to other ministries and in compliance with the 
contract. A rates verification review mechanism would be of assistance in this 
regard. 


The Committee noted that rates are being addressed during the Master Agreement 
renegotiations and that the Ministries have committed to work with Management 
Board in the review of CPP guidelines to address the issues related to 
compensation. 


The Committee therefore recommends that: 


4. The Ministries should ensure that charges to the investment pool are 
supportable. 


5. The Ministries should ensure that the rates being charged are 
reviewed during the current renegotiations. 


Ministry Staff Rates 


The Project Management Office incorrectly calculated the per diem rates of the 
Ministries’ staff, and the rates charged were about 10% below what they should 
have been. The Ministries were unable to rectify this provision in the Master 
Agreement, but in the current negotiations, wage rates for the government and the 
Consortium are under review.” 


The Auditor recommended that future CPP project savings are to be equitably 
distributed, and that the ministry staff rates are comparable to those used by 
vendors whenever possible. If this is not possible, documented justification for the 
rate differential is required. Corrective action is required to ensure that the future 
staffing costs to the IJP are accurately calculated. 


The Ministries committed to consider the Auditor's concerns at the next 
opportunity for updating rates, with an explanation of any rate differentials. 

The Ministries are to work with Management Board in the review of CPP 
guidelines, and other matters raised during the audit regarding future CPP projects 
are to be examined as part of the review. The Ministries are in agreement on the 
need for appropriate documentation of wage rates’ reasonableness, taking into 
account the risk assumed.* 


The Committee therefore recommends that: 


6. The Ministries should provide the Standing Committee on Public 
Accounts with an explanation of wage rate differentials between the 
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public sector and the Consortium staff upon completion of the 
Agreement renegotiations. 


4.4. Project Benefits 


The Provincial Auditor reported that the anticipated Project benefits identified at 
the outset of the IJP vary significantly from the benefits identified in 2001. 


Specific details on cost savings and new revenues were maintained by the Project 
Management Office, but not included in the Business Case. The Auditor 
concluded that the Management Board of Cabinet should have been provided with 
more detailed information on project benefits in the Business Case to be as 
informed as possible in making the decision to approve the Project and to monitor 
progress. 


4.4.1. Estimation and Acceptance of Benefits 


The Auditor had two specific concerns after reviewing information on cost 
savings and new revenues maintained by the Project Management Office. First, 
inadequate research in the 1998 Business Case resulted in projected benefits that 
were overestimated by over $30 million. In addition, the estimate of benefits, 
already reduced to $238 million in the most recent Business Case, was still 
overstated by approximately $57 million. 


The Project Management Office required that documentation on cost savings and 
new revenues include a Benefits Enabling and Acceptance Document (BEAD) for 
each benefit. Each such document was to state the expected annual savings or 
revenues of the benefit and indicate how these were calculated in order to provide 
the basis for the transfer of the benefit, when realized, from the Ministries to the 
Project's benefits pool. BEADs were finalized for police, the Crown attorney, and 
corrections. However, as of March 31, 2001, senior court management at the 
Ministry of the Attorney General had not approved the BEADs for expected 
courts benefits of $172.3 million (representing over 70% of total project benefits). 


The Provincial Auditor recommended several steps to help ensure that benefits 
identified in the Business Case for the Integrated Justice Project and any future 
projects are objectively and realistically presented. 


Committee Hearings 


Project Benefits 


The Auditor reported that the anticipated benefit stream from implementation 
until 2005 had been reduced. The Ministries were not able to provide a revised 
annual estimate of benefits accruing to the government upon full implementation. 
This analysis is to be part of the amended Business Case and is being addressed in 
the contract renegotiations.” The objective is to ensure that the benefits realized 
would offset the costs incurred now and in the future.*° 
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The Ministries confirmed that the current contract and benefit term would not 
permit actual accumulated recovery of benefits to the extent that was assumed due 
primarily to the implementation schedule for proj jects.’ However, following the 
benefits period of the contract, during which the Consortium can share in the 
benefits, the benefits continue ay the future on an annualized basis, with the 
government as the sole recipient.’ * The Consortium does not have proprietary 
rights to benefit from the application of Ontario IJP systems in other 
jurisdictions." 


Reduction in Benefits 


Various factors contributed to the reduction in benefits, in addition to the 
assumptions about benefits that could not be realized within the contract 
timeframe.” It is anticipated that the benefits will offset longer term new costs 
associated with the system support and maintenance. = 


As noted in this report, the Ministries explained that various aspects of the Project 
were only apparent following start-up: timing and project costs, the need for 
revising benefits downward, and inappropriate assumptions (e.g., ability to adapt 
off-the-shelf software). Other contributing factors include the following: 


- benefits fall outside of what the Ministries refer to as the “benefits term” and 
the downward adjustment is due to overly optimistic calculations at the 
outset;>” and 


« the delays in implementation experienced in realizing benefits, resulting in 
less time during the contract period to enjoy the benefits (e.g., delays in the 
introduction of new systems particularly in the courts).°° 


Digital Audio Technology System 


The digital audio recording project is premised on transforming the justice system 
from a paper-based to an electronic system, rather than cost-savings. 
Implementation has been measured to ensure that the primary users, including 
judges and the bar, are satisfied with the quality.” The case was made for an 
electronic digital record as the official medium of the court to promote the 
integration of the entire system. ee 


The Committee enquired whether the administration of justice is being 
compromised with the digital audio system.’ The Ministries assured the 
Committee that it would not tolerate an initiative with the objective of saving 
money if the impact was to compromise the justice system.” : 


IJP Impact on Ministry Personnel 


The Committee enquired about the Project’s impact on the 22,000 employees in 
the system. The Ministry confirmed that the main contributor to savings would be 
from staffing and new revenue opportunities, for example, fees for new services 
such as E-filing.”’ 
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The IJP does not require specific staff reductions, but rather will support a general 
reduction in costs through greater efficiencies.”’ The Ministries confirmed that it 
is difficult to quantify the impact of the Project in terms of jobs. It is expected that 
there will be a staff reduction of approximately several hundred through normal 
attrition and other factors.°' At the hearings, the opinion was expressed that there 
would be minimal staff displacement. This is due to new employment 
opportunities with the new technology, while acknowledging a decreased need for 
clerical personnel.” 


Project Status 


The projected completion cost as of March 31, 2001 was $312 million. In 
addition, $47 million in costs would be incurred after the work-term date, for an 
estimated cost of $359 million.°? The Committee questioned whether the 
Ministries would have proceeded with the IJP given the increase in total cost from 
$180 million to $359 million, and the reduction in expected benefits from $326 
million to $238 million.“ 


The Ministries reported in February 2002 that the Project has cost approximately 
$170 million, and $130 million of that has been the Consortium’s investment and 
the remaining $40 million is provincial. The bottom line on the renegotiations 
from the government’s perspective is that the interests of Ontario taxpayers must 
be met: 


At the end of the day, if renegotiations don't 
produce an agreement that protects the interests 
of Ontario taxpayers, the government will not 
agree to such a renegotiation. Similarly, if the 
Consortium doesn't believe its interests are 
capable of being protected, I'm sure it wouldn't 
agree to the renegotiation and alternatives would 
have to be considered.°° 


The Ministries acknowledged that the Business Case could be enhanced through 
improved benefits or fees, and cost reductions.” 


Committee Recommendation 





The Committee concurs with the Provincial Auditor that to ensure that Business 
Case benefits are correctly presented, each ministry needs to provide properly 
researched cost savings and revenues at the Business Case level. The Committee 
acknowledged that the Ministry has taken certain steps to address this matter: 


. at each stage of the Common Purpose Procurement process, the financial data 
presented must be based on the best available information. As the Project 
progresses, the Ministries are committed to developing more accurate and 
timely estimates of costs and benefits and to improving planning and 
estimating processes. This constantly updated information will be supplied to 
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the Management Board of Cabinet in the Ministries' annual report-backs on 
the Project; 


« the Ministries will impose appropriate controls over business-case 
development to ensure the accuracy and validity of information; 


- in renegotiating the Master Agreement with EDS, documents describing 
project benefits will be reviewed, with the intention of having them updated 
and appropriately approved. By approving these benefits, the Ministries and 
EDS will demonstrate their common commitment to achieving them; and 


« the issues raised by the Auditor regarding business cases for future Common 
Purpose Procurement projects will be examined as part of the Common 
Purpose Procurement review by Management Board Secretariat and with the 
Ministries’ participation. 


The Committee therefore recommends that: 


7. The Ministries should develop more accurate and timely estimates of 
costs and benefits, and take steps to improve planning and estimating 
processes for the IJP. 


5. PROJECT TIMETABLE 


Management had planned for most new systems to be in use by September 1999 
and for all systems to be in final release and fully implemented by August 2001. 


Several factors did not receive due consideration when management set the 
original timetable. As a result, both the work involved in the Project and the 
Project's true cost were significantly underestimated. A management report to the 
Management Board of Cabinet outlined problems related to the implementation 
plan and software applications: 


- due to the magnitude of change to the courts systems, the implementation plan 
had to be revised such that all new systems were to be installed independently 
of each other and their implementation was to be managed through multiple 
releases; and 


» management underestimated the time and work needed to customize, develop, 
and test systems software prior to and during implementation. For example, 
the initial versions of the application were inadequate for Ontario courts. 


Although the risks associated with the above factors were identified in early 
submissions in 1996 and 2000, aggressive timelines and favourable cost scenarios 
were still used in the Business Case. The Auditor concluded that the CPP 
guidelines would be improved by requiring that the Business Case be more 
realistic, based on validated information. When significant assumptions and risks 
are involved, best- and worst-case scenarios are required. 
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The Auditor recommended that to improve controls over timelines and associated 
costs for this and future CPP projects, the Ministries should work with the 
Management Board of Cabinet to revise the CPP Guidelines. 


Committee Hearings 


Project Implementation 


The first two years of the Project included selecting the private sector 
Consortium, overall planning for the IJP, and tendering for software.” The 
Ministry concurred with the Auditor on the usefulness of best- and worst-case 
scenarios, and the need to revise the CPP approach. According to the audit report: 


Even though risks associated with the above 
factors were identified in early submissions 
regarding the Project made to the Management 
Board of Cabinet between 1996 and 2000, 
aggressive timelines and favourable cost 
scenarios were nonetheless used in the Business 
Case. In our [Provincial Auditor’s Office] view, 
Common Purpose Procurement guidelines 
would be improved by requiring that the 
Business Case be more realistic and based on 
validated information. Where significant 
assumptions and risks are involved, best- and 
worst-case scenarios would need to be 
prepared. ’” 


The Ministries outlined some of the successes and challenges encountered during 
implementation period: 


- Software Suppliers - work with software suppliers in 1999 indicated that it 
was necessary to alter the original assumptions. For example, it was not 
possible to purchase off-the-shelf technology, and therefore additional time 
was required to modify, test and implement new applications.” This increased 
costs, slowed implementation, and delayed project savings and revenues. ” 


. Field Testing - in 2000 field-testing of the system for court case management 
(filing court documents electronically) demonstrated significant flaws, and in 
2002 alternatives were being considered.” 


. Pilot for the Electronic Information Exchange - a pilot case management 
system for crown attorneys introduced an electronic information exchange 
between London Police Services and the offices of crown attorneys. 


- Dispatch and Records Management - the Ontario Provincial Police 
implemented the new computer-aided dispatch and records management 
systems, and by 2001 municipal police forces began adopting them. 


. Offender Tracking - in 2001 the new offender tracking information system i. 
linked the province's correctional facilities, and probation and parole offices. 
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- Digital Audio Recording System - the Ministries plan to start to implement the 
IJP's new digital audio recording system for court reporting in 2002.” 


The Ministries pointed out that consultation with justice stakeholders and system 
users has meant that the Project will provide real business value to the users 
through better and faster access to information, and improved safety.’ 


Revised Timetables - New Systems 


The following innovations are now implemented and subject to field-testing, 
except for the court case management which is at the design stage.” The 
Appendix material includes an overview of the various component projects dated 
April 2002, which include: 


« Police Projects - Computer Aided Dispatch (CAD), and the Regional 
Management system (RMS); 


¢ Crown Project — Crown Case Management; 


« Courts Projects — Digital Audio Recording (DAR), E-File, and Court Case 
Management (CCM); 


« Corrections Project — Offender Tracking Information System (OTIS); and 


« Information Exchanges —- Common Information Service Management (CISM). 


The Ministries indicated that they could no longer commit to the timelines 
reported in the Auditor’s report (table entitled “Original and Revised Timetables 
for Initial Releases of New Systems by Area’), as adjustments have been 
necessary since this information was presented.*° 


Committee Recommendation 


The Committee concluded that the CPP guidelines require revision on timelines 
and project costing. Validated information is required at the outset for the 
Business Case, with financial risks defined for the various scenarios. The 
Ministries indictated that they would share the experience from the IJP with the 
Management Board Secretariat during the CPP review. Also, multiple business- 
case scenarios on financial risk are to be considered during the Management 
Board Review. 


The Committee noted that the Ministries have been developing processes to 
improve project planning and monitoring of timelines and associated costs 
through an expanded governance structure, improving project accountability and 
decision-making. 


The Committee therefore recommends that: 


21 


8. The Ministries should report to the Standing Committee on Public 
Accounts on planned enhancements to overall project planning, and 
the monitoring of timelines and associated costs and benefits for the 
IJP following the renegotiations on related contract agreements (e.g., 
project administration - governance structure, new accountability 
controls, and improved decision-making). (The reader is referred to 
related complementary recommendations in Sections 3 and 4 of this 
report.) 


6. PROJECT ADMINISTRATION. 


The Auditor addressed various administrative matters in the audit report, some of 
which the Committee has discussed in this section. 


6.1. Consulting Services 


Adequate procedures to ensure the economic acquisition and proper management 
of consulting services were not in place. The examples include obtaining 
information-technology architecture services without using a competitive 
selection process, no documentation or explanation for the increase above a 
revised contract ceiling price, no documentation to demonstrate competitive 
selection process, and no evidence to indicate staff qualifications and suitability, 
and that charged rates were acceptable to the Ministry. 


The Auditor recommended that to ensure that the JP is administered with 
adequate internal controls and due regard for economy, the Ministries should 
address the following: 


» the charges to the investment pool and asset controls, 
- acquiring services competitively; and 


¢ proper authorization for payments. 


Committee Hearings 


Management Board Directives 


Consulting services were not managed consistently in accordance with provincial 
policies and procedures. For example, concerns were raised by the Provincial 
Auditor over a consulting contract for the selection of a CPP vendor with an 
initial fee of $250,000. An explanation was provided in a letter forwarded to the 
Clerk of the Committee from the Ministry of the Solicitor General, dated March 


8, 2002. 


The project’s complexity necessitated a revision of timelines and the fee was 
increased to $511,500, which was accompanied by a written rationale. The 
deliverables in the amended contract were unchanged, and the increased fee was 
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directly related to the additional time required to finalize the agreement. The final 
cost was subsequently increased to $584,000. 


The Ministry confirmed that the contract was not properly amended to provide for 
the total cost as required by Management Board. However, the consultant’s work 
was authorized and invoices were approved, therefore, a reimbursement was not 
required. 


Contract Management Innovations 


The Ministries responded that due diligence is essential in contract management. 
Improvements include improved financial management systems and a new project 
management system. On the subject of governance, the deputy ministers from the 
three Ministries meet on a weekly basis, and at times more frequently, to address 
IJP matters. There is an assistant deputy minister steering committee, and Project 
steering committees to monitor progress.*° In addition, a third party adviser 
conducted a risk assessment, and there are internal auditors to review the financial 
management systems.** 


Procedures have been implemented to strengthen contract management and 
ensure compliance with government policies and procedures. These include, for 
example, the inclusion of adequate documentation and processes to contain 
contract ceilings.*° 


Committee Recommendation 


The Committee supports the Provincial Auditor’s conclusion that the IJP must be 
administered with adequate internal controls and due regard for economy. 


The Ministries have taken the following measures: 
« recovery of duplicate and other inappropriate charges; 


- implemented new controls to ensure the documention of charges, the accuracy 
of expense claims, and implementation of controls for computer hardware and 
software; and 


- internal review of project administration and consulting contracts, to address 
discrepancies and to ensure compliance with the Ministries’ and the 
Management Board Secretariat's guidelines for the acquisition of consulting 
and related services.*° 


The Auditor identified a number of steps which are essential to sound project 
administration. The Committee has decided to reiterate aspects of the Auditor’s 
recommendations in the following recommendation to ensure compliance on the 
part of the Ministries. 
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The Committee therefore recommends that: 


9. The Ministries should ensure that consulting and related services can 
be demonstrated to have been acquired competitively, and managed 
in compliance with government policies and procedures, and that 
payments are made in accordance with contractual terms and 
conditions. 


7. SYSTEM SECURITY 


At the completion of the audit, new systems were in the developmental stage. 
Only the new Computer-aided Dispatch (CAD) system and the Records 
Management System (RMS) for the police were being implemented. 


The CAD system tracks emergency calls and the assignment of officers, while 
RMS maintains information on suspects, victims, witnesses, and the accused. 
These two systems replaced the existing Ontario Municipal and Provincial Police 
Automation Co-operative (OMPPAC) system used by the Ontario Provincial 
Police (OPP) and approximately 40 municipal police forces. From September 
2000 to March 2001, four of the OPP's 11 communications centres began using 
CAD, and over 60% of officers were trained on and began using RMS. On March 
7, 2001, the first municipal police service began using CAD and RMS. 


The Auditor concluded that there were inadequacies, but that a complete security 
audit would not be practical at that time. At issue was the security measures and 
procedures available to ensure data confidentiality, the protection of user accounts 
against unauthorized access, and the prevention of unauthorized access to the new 
Offender Tracking and Information system. 


The Auditor recommended several measures to help ensure that confidential IJP 
data is adequately protected against unauthorized access and tampering. 


Committee Hearings 


Security Features 


The Committee’s issue was whether confidential information had been properly 
managed.*” The Ministries assured the Committee that the systems provide state- 
of-the-art protection and that data security and confidentiality are high priority. 


Other security features to ensure that only authorized users have access are 
standard identification procedures and password-protection, capable of tracking 
usage time and location, based on login files; the location of terminals and 
firewalls; protocols on the use of terminals; provisions such as Public Key 
Infrastructure (PKI) within the systems; and threat/risk assessment to identify 
problem areas.®” More secure passwords and more frequent password changes 
have been instituted.” OPP officers, for example, must be authorized for access to 
the computer-aided dispatch and the records management systems. 
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OTIS/PKI Systems 


The computer-aided dispatch Offender Tracking and Information System (OTIS) 
provides records management and various enhancements (e.g., digital mug shots, 
medical conditions, specific support for administrative processes; automatic 
linkages to the victim notification ames ue electronic access to information 
required by the Ontario Board of Parole).” 


During the development phase, OTIS was operated by the Ministry of 
Correctional Services using an abbreviated password. The Ministry informed the 
Committee in a memorandum dated Rebmary 27, 2002 that a complete password 
(minimum of six characters) is now required.” The single letter password was for 
system testing purposes only, prior to inserting actual data.”* The Ministry 
explained further that it is not aware of any inappropriate access to Ministry data, 
and it is confident that the security measures developed are appropriate. 


In addition, the PKI encryption technology will further enhance security.” This 
technology is in place in certain areas and it is planned for use in the security 
review. 


The new case management tracking system is seen by some probation officers to 
be very complex.”” The Deputy Minister assured the Committee of the merits of 
this tracking system and the Ministry is working with probation officers to 
streamline this system. The plan is to defer certain system capabilities, thereby 
reducing unwieldy features. In addition, a series of instructions have been 
distributed to staff, and various supports such as the help desk, computer-assisted 
learning/trainers, and focus groups are available.”® 


Committee Recommendation 


The Auditor concluded that the Ministries should take certain steps to protect the 
integrity of the system; namely, to expedite plans for implementing cryptography 
and related controls to secure data transmission. The Ministries indicated that 
security requirements are being met through various undertakings with police and 
correctional services stakeholders, the assessment of security threats and risks, the 
implementation of security measures to address risks (e.g., cryptography 
technologies), and rigorous password controls for police and correctional services 
personnel. 


The Committee focused on the adequate protection of offenders’ files, and if the 
necessary precautions were being taken. At issue is whether, in spite of the 
enhancements, the problems identified in the audit and the hearings could persist. 
The Ministries assured the Committee that they were not aware of security 
breaches, and that the systems are improved, given the various enhancements.” 


The Committee therefore recommended that: 


10. During the course of daily operations, the Ministries should continue 
to monitor for potential infractions and risk areas in computer 
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security, reporting problems immediately. These reports should be a 
high priority, outlining remedial actions with timelines. 


8. LIST OF COMMITTEE RECOMMENDATIONS 


1. The Ministries should take the necesssary steps to ensure that the 
Integrated Justice Project will be completed and fully implemented. 


2. The Management Board Secretariat should assess the provincial 
Common Purpose Procurement model and address any shortcomings, 
taking into account the experience of the Integrated Justice Project. 


3. The Ministries should establish ongoing monitoring of the IJP’s 
management controls to ensure that risks related to timelines and 
costs are minimized, and that the Ministries’ expectations, and 
acceptance criteria are met. 


4. The Ministries should ensure that charges to the investment pool are 
supportable. 


5, The Ministries should ensure that the rates being charged are 
reviewed during the current renegotiations. 


6. The Ministries should provide the Standing Committee on Public 
Accounts with an explanation of wage rate differentials between the 
public sector and the Consortium staff upon completion of the 
Agreement renegotiations. 


7. The Ministries should develop more accurate and timely estimates of 
costs and benefits, and take steps to improve planning and estimating 
processes for the IJP. 


8. The Ministries should report to the Standing Committee on Public 
Accounts on planned enhancements to overall project planning, and 
the monitoring of timelines and associated costs and benefits for the 
LJP following the renegotiations on related contract agreements (e.g., 
project administration - governance structure, new accountability 
controls, and improved decision-making). (The reader is referred to 
related complementary recommendations in Sections 3 and 4 of this 


report.) 


9. The Ministries should ensure that consulting and related services can 
be demonstrated to have been acquired competitively, and managed 
in compliance with government policies and procedures, and that 
payments are made in accordance with contractual terms and 


conditions. 
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10. During the course of daily operations, the Ministries should continue 
to monitor for potential infractions and risk areas in computer 
security, reporting problems immediately. These reports should be a 
high priority, outlining remedial actions with timelines. 
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Ministry of the Solicitor General 
Apnil 4, 2002 


Integrated Justice Project 
Component Projects At A Glance Report 


The Integrated Justice Project has a large portfolio of individual projects, which are at different 
phases in their business transformation cycles. Most of the projects have gone through the 


Planning, Requirements, Acquisition, and Modify/Build phases, to Implementation of the first 
releases of the system software. 


Below are progress reports on the various Integrated Justice projects: 


1. Police Projects 


Computer Aided Dispatch (CAD) 

The new CAD system, together with the RMS system below, replaces the Ontano Municipal and 
Provincial Police Automation Co-operative (OMPPAC) computer system. The new CAD system 
will improve the response by police, fire and ambulance to 911 emergency calls, as well as 
management of street officer resources, through more effective dispatching. 


Current Status and Accomplishments to Date 
e CAD implemented in all OPP locations across Ontario 
e All field officers and administrative staff have been trained 


e CAD implemented in six OPTIC municipal services (St. Thomas, Barne, Orangeville, 
Belleville, Shelbourne, Owen Sound) 


Next Steps 
e Project in process of starting to roll out CAD in new OPTIC sites dunng spring 2002 


‘Records Management System (RMS) 

The new RMS makes more information accessible to police officers, thereby improving 
investigative procedures, providing better information on criminals, and supporting greater 
public, victim and officer safety. 


Current Status and Accomplishments to Date 

e RMS implemented in all OPP locations across Ontano 

e All field officers and administrative staff have been trained 

e RMS implemented in six OPTIC municipal services (St. Thomas, Barne, Orangeville, 
Belleville, Shelbourne, Owen Sound) 

e Work underway to develop data exchanges, allowing other police services to 
electronically exchange information with IJ partners 

¢ Atpresent, most advanced work being done with London Police Service for Crown Bnef 
Exchange 


Next Steps . . 
¢ Project in process of starting to roll out RMS in new OPTIC sites during spring 2002 


2. Crown Project 


Crown Case Management 

The Crown Case Management project will electronically connect Crown attomeys across the 
province with police forces, courts and defence lawyers. This will allow Crown attomeys to 
electronically receive case material, transfer documents to the courts and make disclosure to 
defence lawyers. The new system will keep Crown attorneys fully informed on the status of 
charges and offenders by allowing them to assign, manage and track cases as they move through: 
the system. It will help the Victim/Witness Assistance Program to monitor cases, track clients 
and prepare reports. In addition, forms such as indictments and subpoenas will be automatically 
generated, and Crown attorneys will have the computers they need for on-line access to 
provincial and federal statutes and court judgments. 


Current Status and Accomplishments to Date 

e Police working on RMS 

e Crown IJP team working with London Police Service to enable exchange of Crown Bnef 
information 

e Design and development of Crown Brief forms underway 

e Phase I of Limited Production will involve the live exchange of Crown Bnefs for minor 
property offences, involving the initial set of Crown Bnef forms 

e Work continuing on development of remaining Crown Bnef forms, and the additional 
exchanges that will enable transformation of business processes 


Next Steps 
° Target date of spring 2002 established for implementation of a Limited Production site at 
London Crown Attorney’s office 


3. Courts Projects 


The IJP Courts projects are key to the integration goals of the overall IJP, and will provide 
important operational efficiencies for court administration. They will allow courts, courts 
administration and lawyers to get the greatest use and value from electronic information. The 
Courts projects consist of Digital Audio Recording (DAR), Electronic Filing of Court Documents 
(E-File) and Court Case Management (CCM). 


Digital Audio Recording (DAR) 

DAR is designed to improve the way audio court records are captured by providing a clear digital 
audio record of a trial. It will also allow court staff to electronically add notes to a DAR record 
from their computers using programmed keys, and add streamlined information such as 
identification of speakers, witness names, particulars of testimony and exhibit details. Automated 
time stamping is entered with each annotation. Playback speed can be adjusted to make it easier 
to understand garbled speech or heavily accented English. It will also be easier to search for 
evidence by time, annotation or speaker, so portions of the recording can be played back for the 
court when requested. Transcripts will be readily available when required. 


Current Status and Accomplishments to Date 

e Has been re-configured as a stand-alone application 

e Application has been demonstrated to judiciary, bar and OPSEU 

« Workshops have been completed to ensure appropnate configuration, identify efficiencies 
and to promote stakeholder acceptance 

e Purchase and delivery of hardware and software components has been confirmed with 
supplier 

e Planning for mock testing of application underway 


Next Steps 
-e Work proceeding to confirm release strategy, timing and cost estimates for changes 
necessary to allow implementation of stand-alone DAR 
e Testing and implementation expected to begin this fiscal year 


E-File 

E-File will facilitate the electronic submission of documents from lawyers and other court users 
to the courts. It uses Internet technology to allow users to file court forms at the users 
convenience. It will be available 22 hours a day, 7 days a week. Court clerks will receive the 
electronic court files, process and review the filing, and return an electronic notification to inform 
the filer of its status. Filers will be able to check the status of their documents easily from their 
own computers. Client billing will also be simplified with on-line tracking of client costs. 


Current Status and Accomplishments to Date 
e First release being field-tested in three sites (Hamilton, Toronto and Cochrane) 
e Based on the results of these field tests, improvements have been identified and work is 
underway to plan and develop the next release. A Rule and Regulation will then be sought 
to support province-wide roll-out 


Next Steps 
e Following testing and any required redesign, based on feedback from users and other 
stakeholders, Rules Committee approval will be sought in supporting adding additional 
sites and province-wide rollout over the next fiscal year 


Court Case Management (CCM) 

CCM is the key IJP application, and will provide essential operational support to court 
operations, as well as key court outcomes and other information to other justice partners. It will 
enable people to electronically prepare, file, distribute, retrieve, endorse and update documents 
(warrants, support deduction orders or probation orders) from different parts of the justice system 
as cases progress through the system. Court workers will be able to take paper documents and 
scan them into the database. Access to information will depend on the authorizations set out by 
legislation or specific order. 


Current Status and Accomplishments to Date 
e Court Services Division and IJP jointly confirming business drivers and scope fora CCM 
system based on experience with SUSTAIN and other jurisdictions 
e Once analysis of alternatives available in the marketplace is completed, a new course of 
action will be decided 
e Given the importance of CCM to the overall IJP, this decision is also an important 
element under discussion at negotiations with the private sector Consortium 


4. Corrections Project 
Offender Tracking Information System (OTIS) 


OTIS will allow corrections staff to review the records of offenders immediately upon 
conviction, and make informed decisions on handling the offender and on possible program 
needs. The same system will increase the effectiveness of probation and parole staff, giving them 
better information on an offender’s history, and allowing them to make better-informed 
decisions. The unique requirements of young offenders will also be represented and accounted 
for. The system also involves tools to manage and monitor cases, workflow, as well as produce 
and file forms electronically. Program management tools will help staff co-ordinate scheduling, 
monitor activities and measure outcomes across the province. 


Current Status and Accomplishments to Date 
e Release 1 implemented across Ontano, and is being used on a 7x24 basis by staff in 45 
institutions, 40 area offices and 94 satellite offices 
e More than 2,600 users have been trained. Six months after province-wide 
implementation, user proficiency continues to improve 


Next Steps 
e Additional enhancements to improve on performance, efficiency and ease of operation 
identified and being addressed by business and technical experts 
e OTIS Release 2 will enable further staff savings by providing streamlined processes 
resulting from added OTIS functionality 


5. Information Exchanges 


Common Information Service Management (CISM) 

CISM is acommon facility to allow the IJP systems to exchange data. The Exchange 
Specifications team maintains the Integrated Justice data model in CISM. By working with each 
business area to develop specifications for each exchange, this ensure the many data exchanges 
between the different IJP systems work effectively. 


Current Status and Accomplishments to Date 
e CISM 3.0 built and being tested. With planned augmentation, this version will be used 
for the first data exchange between IJP systems — the exchange of Crown Bnef 


information between the London Police Service and London Crown office in the Limited 
Production environment 


Next Steps 
. e Release 3.0 scheduled for Limited Production in early fiscal 2002 


e An overall exchange plan is being developed. CISM 4.0 will be developed and will be 
used for all other exchanges 


6. Key Financial Stats of IJP - as of Jan 31, 2002 


Total Investment: SS. ovie 
(*includes the projects above plus architecture, legacy 
systems, interest and project management office costs) 


Consortium Investment: $129.3M 
Ministnes’ Investment: $ 44.5M 
Benefits Paid Out: Total $3.6M 


Consortium 5$2.7M 
| Ministries $0.9M 
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